Initially, researchers focused on attempting to identify those competitive situations, strategies and styles which seemed capable of consistently producing good performance. Results have been mixed, and it seems that we should abandon the search for universally appropriate strategies or management styles. Instead, it seems more sensible to recognise that any strategy is only appropriate in a given set of competitive conditions. Similarly, specific organisation cultures and/or leadership styles are only appropriate in given strategic situations. While this principle is easily understood, and, indeed, makes good common sense, the difficulty comes in trying to operationalise and use it.
Essentially, the principle of strategic "fit" considers the degree of alignment that exists between competitive situation, strategy, organisation culture and leadership style (see Figure 1 ). In this sense, alignment refers to the "appropriateness" of the various elements to one another. Research in the USA, Europe and Australia has revealed that superior performance (measured in a variety of ways) is associated with high degrees of alignment between the four elements mentioned above. Accordingly, it makes good sense to explore this principle of strategic fit more closely.
Dimensions of Strategic Fit
Our view of strategic fit rests on the premise that competitive situation, strategy, culture and leadership can be described as a combination of four "logics". These "logics" are combined in various ways to produce a unique competitive situation, strategy, culture or leadership style. The approach is based on the work of Jung (personality types), Adizes (management styles), Chorn (organisation cultures), and our own research in the fields of strategy and organisation culture. The four "logics" are presented in Table I .
In terms of the above, strategic fit is produced when the particular combination of logics, or a "logic set", is Table  I . Four "Logics"
Logic
"Production" (P)
"Administration" (A)
"Development" (D)
"Integration" (I) replicated in the four elements of competitive situation, strategy, organisation culture and leadership style. In other words, "alignment" occurs when the logic sets in these four elements bear a close similarity to each other, as Figure 1 reveals.
The logic sets are manifested by different types of competitive situations, strategies, cultures and leadership styles. These are described in more detail in Tables, II, III, IV and V.
Achieving Strategic Fit and Organisation Effectiveness
Ideally, organisation performance and effectiveness will be optimised when, for example, an organisation responds to a predominantly Turbulent (D) environment with a Pathfinder (D) strategy, an Entrepreneurial (D) culture and a Building and Creating (D) leadership style. However, a number of points should be made in this regard:
(1) Strategic fit is an ideal state which should be continually strived for, but is rarely achieved. Although an organisation may achieve perfect alignment at a specific point in time, the dynamic nature of competitive situations and organisations makes this a moving target. Fit is, therefore, somewhat elusive. (2) Achieving strategic fit, now or in the future, is the primary task of management. Management's role, therefore, is to manage the interdependences that exist between situation, strategy, culture and leadership style.
(3) There are occasions where management might deliberately cause misalignment in the short term in order to produce increased alignment in the future. For example, management might be aware of future shifts in the environment which are likely to alter the competitive situation. In order to prepare the organisation for this, they will begin to ' 'change'' the culture of the organisation through modifying their own leadership style. Over time, this culture shift will allow the organisation to modify its strategy, and so to achieve strategic fit in the future. Figure 2 illustrates this phenomenon.
(4) The model of strategic fit seems to suggest a somewhat "deterministic approach", i.e. management is seen to be reacting to changes in the competitive environment by modifying strategy, culture and leadership style. This is not the intention of the model at all. Rather than debating which way the relationship works, it is more worthwhile to recognise that strategic fit simply implies that alignment between the four elements optimises organisational performance. In this way, it is possible to envisage a range of scenarios. These include:
• Management "reacting" to changes in the competitive environment by shifting strategy and culture.
• Management "pre-empting" competitive changes by proactively changing strategy and culture ahead of the market.
• Management "creating" a shift in the competitive environment by altering strategy and culture, and so influencing customers and competitors.
(5) The creation of misalignment within the four elements, whether by design or by accident, is generally associated with a reduction in the performance of the organisation. In general, this reduction in efficiency (measured by return on investment, cost increases, etc.) is often the "price" that has to be paid for a (potential) increase in the organisations effectiveness (measured by how closely the organisation meets the needs of the market).
One of the insights gained by using the strategic fit concept to study organisations relates to the way in which management relates to the competitive environment and organisational culture. This is best summed up by the concept of an "interactive" style. Instead of thinking in terms of "reactive" (after the event) or "proactive" (before the event), management should realise that they simultaneously create and respond to situations. In other words, rather than viewing the competitive situation and the organisation as separate, interdependent entities, we should recognise that they are just different influences in the same global environment.
Summary: Key Points
• A strategy is only appropriate in a particular set of competitive conditions. • Organisational cultures and leadership styles are only appropriate in a given set of strategic situations.
• An "aligned'' organisation will be operating at peak effectiveness.
• The primary task of senior managers is to manage the interdependencies between situation, strategy, culture and leadership style.
• Businesses simultaneously create and respond to their competitive situations.
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